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first section technigues are discussed for encouraging conaunity 
participation , st^h as general adTisory coeaittees, craft coaBittees, 
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actual icdel it described as pTOfiding an overvieii of activities, 
cbaBgea .cccorring froii decisions, and costs. Three basic phases are 
identified for a systeas approach to planning ^analysis of needs, 
sitaations, ' and trends; design; and iipleaent at ion and evaluaticn* 
fhe last section applies the aodel to vocaticnal education* pata 
reeds are discussed for the following artas cf vocational education: 

-basic iitforaation, programs of InstructionV student counseling, 
instruction, and educational accountability (evaluation). Also 
outlined are reasons why state and. local agencies may have failed to 
plan adegtiatelir in the past.VThe four appandizes present exaiples of 
citiEen participatio|i in California, Florida, Sllinbis, and Kew 
Jersey. (ILQ) 
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FOREWORD 



The increasingly coinplex delivery system for vocational education at the state 
«n4 local levels creates problems of prograin dupllfcation, fragmentation of " 
services, atid inefficient use^Bf limited rdSourcer. Better planning represenis 
one solution W such problems . At the local level, comprehensive olinning 
which includes lentiine citizen participation of fei^s the possibility of a more 
responslv# and efficTent. vocational progfam. •Hi is paper addresses the need 
for Improved planning at the local level by presenting an educational nlanning 
#m^del whMh ineorporatei citizen invalvement and Is feppllcibl* to the voca- 
ytional education system. ' \ 

♦'A M©«1 for Planning Vocatlo^a^ EducatiDn at the Local Lever' is one of a 
16 papers ptoduced during the first year af^tha National Centlr's 
know Iddge transforTnat ion program. The 16 papers are concentrated in the four 
, theme a^eas emphasised under the National Center contract: snecial needs 
;subpopulationB, sex fairness, planning, ^nd evaluation, in yQeational educations 
The review and synthesis of research In each topic '.area^is intended to com- 
municate knowledge and suggest applications. Paoers should be of interest to 
all vo'cational educators, including admini^strators; researchers , federal 
agfncy per^onnel'J and the National Center staff , 
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P"iB8 paper. Recognition is also due to Dr* Gprdon F. Law, Sr., Rutgers^i 
the State Universit)f of New Jersey; €r, Harold Halfin, University of Wi^onsin- 
Stout r and Dr, D^iial Fahrl^der, the National Center for Research, in Vocational 
Education, fot t^ieir critical review of the manuscript. Dr. Carol P. Kowle, 
research spegiaUst, supervised the. publication gf the series. Ms* jQ*Anf* 
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INTRODUCTION 
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*fhy is planning V ^OT^tinulng concern in vdcktional educatidnft The problems 
created by multiple delivery of ptograms which often result in duplication^ ^ 
^and if ragmentftiion^ of servictyi and inefficiBnt use of jesou^es Acessitate 
better educatioTial 'planning* ^ For exa*mple, it recent study- or public ^asi- 
room training in Sa^ Franc is^co, California, revealed complex finan<^j|^,' 
adminisirationj ^an4 ^paratiifg procedures within programs (San Fr&nci%co 
Mayor's Office of Manpower, ^197S, pp. 6-40).* According to Halperin (1978)' 
some members of Congress thinft^ vocational educators dp not engage in effective 
statewide planning. Educational planning at- the localj levtel is the primary 
focus* Herej But the need for more effective planning tlechniques is just as « 
. critical.' * ^ ^ / 
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Federal legislation has only recently placed^a strong emphaf is on^p*lanning* 
Advisory groups are beginning .to receive more attention as planning instru- 
^vments, and the community is becoming more important in^the ^eciSion-making 
process in vocational education. ^ . ^ 

A Eajor attempt at improving planning in vocational education is the local 
aavi sory '^co^c i I concept established by the vocational education amendments, 
of 1976. ^ f he legislation requires that the^council \q CQmposed ^of members 
of the general public and representatives of ^sinesS| i^dustify, and labor. 
Cdngressional intent is clear: community input *into plann^np is necessaijy 
and valujbl©- ■ ^ ' 

A review of the research shows that community participation in vocational 
education planning generally occurs throujh advisory committees. At the 
same time, 1 it tl'e' commentary is available on the theory and effect's of 
community part icipat ion in vocational education planning. No studies hhve 
anal^ed the iippact of such participation. Further, the litera'ture On 
vocational planning models sparse^. 



/ ■ 
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/ 5^ In view .of the greater conc%tn for comm^ljy involvement in vocational 
\^^_gducat ion planning, the following statements af^reprcsontat ive of the 
pp^ition taken in thiS" paper: ^ " ^ ^ i t| ' / 



1. ' Comprehensive planning requires actdve and continuous citizen 

participation / * 

2. The quality of the planning process is directly rolntpd the 
extent and ,'intons it'y of comuiunity participation j 
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Local ajmey vocationaL j^arsonnal^^teaeharsj mdmlniiti^ators^ and 
> support stpiff-*will be mora likejy: to ^ncpuraga coirapunlty participation 
ill compreheiislve, planning if they undeFStand that there cannot be one 
.without the other - * . ^ . . 

' ' ' «^ • • ■ ^ " • 

' . ftetariali are ^^anized into three sections i (1) a discussior^f techniques 
for mtcouraginf eoiMisilty part iolpat ion in local vocation^ education ^ 
planning; (5) an /outline of a comprehensive planning model for use at^the 
local level; and (3) application of the planning model to vocational 

^ ,p educaticin^ ^ 



COfWUNITY PABTieiPATIQN IN VOCATIONAL EDUCATION PLANNING ^ 

^ I ■ r 

The. schools have been critici^e^ for a lack of comprehensive planning* In 
% addition^ there is some feeling that the schoo»ls*are not resppnsive to the 
public (Fantini, 1067), Many .secondary school cui^ricula appear bound to 
college admission policies (Ff in , 1970). Additional criticism hai been 
leveled at the schools* lack of effectiveness in educating low-income 
students (Levin, 1970), Some argue that today's schools are obsolete 
because they are still dispensing .information in a society which has other 
sourc'es mbre Appealing and r^re influential to students (Coleman , 1972). 
Such criticism exemplifies^ the need for greater citizen participation to make* 
educational planning more responsive to changing' social needs, 

Major social upheaval in paflt decades has Increased the need ^for citizen 
involvement in education. Such" developments as affirmative action legislation, 
cftcern over civil riglits. special needs legislation and litigation, court 
decisions, government policies, and limits on financial resources necessitate 
greater community involvement in educational planning. The local advisory 
councils mandated by the 1976 amendments exemplify the growing emphasis on, 
citizlen input into the educational planning process* Such a requirement is , 
not new to government : the Title I (Hlementary and Secondary Education Act) 
guidelines of 1971 were amended to require district-wide parent councils 
(DaW.es et al.^l97<8). Jn Dallas in 1#76, the court required further school 
desegregation and specifi'c adoption of "a plan prepared by members of the , ^ 
community .(Davies et al. 1978), ^ 

* Soeiftl pressures- ma'^^fluctuate but education is one institution that must 
respond more willingly to the new demahds th^t are created by changes in the 
social environment . • ^ 

Citizens' advisory councils are one means of' making education more rdsponsivo 
to the community -s changing needs. Such mechanisms to promote change are 
vital p according tp Bregman et al^ (1974), because: ^- 
^ ■ ^ ^ / 

Insfitutions should be abl^to anticipate crises ^ plan for the long 
term; confront conflicts; decentralize act iviticH' but maintain 
f gdneralized central control: enlarge local govcrnjiiont units; ■ 
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imovrntm adjrfiniitrativ© tectoiquts; collaborate for inttr- 
QTgmiz^twml Telationsi link objectives with those of other 
organisations; and regard the resources of the organization as 
the resources of society (p* 171 * 



1 



Changes must be made in organiEatiqnal ^values and philosophies at appropriate 
Tillies, Timing is impdrtant* if institutions such/as vocational education 
are not responsive to changing social needs^ they will lose public suppprt 
,and public fading/ - s . ^ . / 

Tht issue is not whether "ffif coiranunity should be involved, but how it should 
be involvedt Jhe entire community must be committed to change. Without 
community involvement and* commitment * comprehensive planning is an illusion, 
Druian (1977) has described four case studies which demonstrate . specif ic 
techniques to build 'citizen participation into community education programs 
in rural, '^rurban^" suburban, and urban areas* 



OPPORTUNITIES FOR CITIZPN PARTICrPATION . 

Experience has yielded many lessons that could be helpfwl in encouraging 
citizen participation (Sviridoff^ 1969). First, there is no one strategy or 
form for participation, , Vocational programs, traditionally^ have relied upon 
trade/craft advisory committees. The vocational education amendments' of 1968 
and 1976 mandated state and local advinory^ councils. But planning requires 
more thfan a legislative mandate. It alscT requires acceptance of community 
representatives as full partners in th^ pl|nni ng process (Sarthory, 19^4), 

Specifically, constituents must participate in three phases of planning-^- 
analysis, design, and implementat ibn-. For ,exainple, Members of the community 
can provifle input intp the information system. They can help determine goals. 
They have welcome insight into the political and legal consequences of 
implementation. They can analyze alternative plans and ' establ ish the order of 
preference. Citizens with a variety of skills can become stakeholders' in the 
success of an educational goal. Accorefing to Holt (1974) f "Educators need 
not forego their professional responsibilities; and the community (members) 
need not usurp those -^responsibil it ies . What each groi,!p should do is define 
how they may better work together" (p. 712). ■ _ 

Participation In plmining is a process. The process must not become the ^ 
product but a technique to achieve a goal. The quality of Tocal leadership 
will dote™ine the degree of success and participation. 

Furthermore, individuals devising strategies for part icipat ion '^ust be 
prepared to share power, A broader. ^wer base might slow the decis ion=making 
process, but is. likely to establish decisions on a firmer basis. An example 
of the succes/ful use of shared power is California^ regional coun'cils, 
which wore. responsible for .determining which educational agencigs within their 
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^ Jurisdiction would provide vocational , adult, ^d contlnuin| ©ducat ion pro- 
. gy^ms (see Appendix A for additional informatdon) . ' ' 7^ 

^ ; . . ' ./ ■ - ' ■ ■ ■ 

Certpin conditiQns apj^ear to ^rom©te favorable citizeji actibn (Davies, 1976). 
Davits suggests that.peQple a^t when they have: _ ' J # 

, a, some self^iitterest at stmke / , 

fp. a clear and compeliing diagnosis of the sitdation 

h. a meaningful prescription > , 

d, a sense of power to enforce the prescription * 

e* access to information ' ^ 

f. received training/orientation for^ their new role 

g. available good staff leadership / ' , ^ 

Citizen^ participatioifi needs to be integrated into the planning process. .Yet 
the question ^remains , how do educators entourage citizen participation? . 

^ Once schoql officials agree on the need fpr communtty -participation, the 
format for input must be established, Joe techniques for communication a^e 
many. Individuals may provide counsel to other individuals or to work groups. 
Advisory boards, public rtieeting#, and hearings are other means of communica- 
ting opinions _pn school planning (Citizen Participation , 1978; Lamar, 1978).^ 
Timing, cost, complexity of the subject, community values and other 
characteristics, md. political and social climate wil^ dictate the selection 
of one or more techniques ( Citizen Participation , 1978) , Representatives of 
* particular segments of the coiranunity might be asked by the planning unit to 
provide assistance. These dndividuals should possess the. value orientation/ 
expertise of the group or industry thqy represent . For example, an Expert 
- front the community might critique a plan to help adults develop new job skills 
for mid-career change, or, the mayor *s ekpert on economic development might 
be asked to help develop the local .application/plan for the vocational 
system. In either case, the individual must have appropriate experience gnd 
knowledge, ' 

Advisory committees arc the most widely used form of formal citizen 
participatibn in planning/ There arc -two primary types of advisory 
cpnunittees in vocational education: genertfe^l advisory, and occupational^ or 
craft (Nerden, 1977, pp, 27-^28). In addition, Ri cndcau 1976 , pp. 5-6) 
describes joint apprenticeship committees while King^ (4 960) cfiscusses special 
or "ad hoc-^ committees,. The following is.a disi:ussion of the various types 
of advisory committees and their potential input into planning . I'or 'spec if i e 
examples of community iiwolvcmcnt in lo^Cal planning src the appenOiccs. 

6enera\ Advisory , 
'Committees ^ 

Thes^ committees provide advice reg^n 'ng^the overall [policies for the 
vocational program, wi th i n geograiH, ; ral area,, A typical pxample can he found 



in Florida's Dade County 'Of f ice of Public Schools where 
coBffliittte concerns itself with such activities as' tMinini 
conteft^ and public relations (see^ Appendix B for additior 

Wt%Kin the conte« of planning, the generat committae shou 
advise fft development selection of goals and objective 
vocational system. Ad^We should also be sought on: (1> e 
for any new ot reorganized activity, (2). criteria for ^npl 
strategies for the implegientation of an activity , and' (3) 
and delivery' (see Program of Instruction, p, 16), When al 
are^ proposed, Gomntittee mej^ers should review^ mnalyzc, an 
of priority for strategies within the ovorall eaucational 

Craft Committees 

Th#se committees offer Assistance in determining objective 
n^eds for a specific program area within a vocational/techi 
Craft committees have input into such ope^tional details 
structure and content; craf t/technieal ^uahf ications for 
facilities, equipment, supplies, and fund.ing; and student 
ment, and follow-up. In a diverse and highly technical pr< 
trade and industrial education, several craft committees 

Joint ' ' ^ 

Apprenticeship 

Committees 

These committees have admini.^trative authority over apprent 
and on-the-job work experience. Highly skil led craftpersor 
advise vocationar/technical institutions about needed vocat 
instruction. Members can assist in planning for one or moi 
the program and are^particularly important in planning arti 
th§ secondary and postsecbndary levels of vocatiomrl .instru 



Special or Ad Hoc ' ' , 

Cormilttees 

These committees servp on ^a temporary basis for specific^pr 
JKing, 1960). Anr example of ad hoc committee act ivity.. migh 
and proposing a plan for inservice training of vocational e 
council members. . ^ — 

A number of other options JRist for active ^c i ti zen 
education planning,^ Those include public meetings 
interactive techniques. 
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These meptings provide ao Of^drtunity on an informal basis to dduntify issues, 
discuss ideas,, and obtain clafification . A typiaal oise of public meetings in' 
relation* to vocational education planning could involve soliciting information 
on needs of target populations , including 'the handicapped, disadvantaged, and 
, ^ ^inmates in correctional institutions. Citizen surveys might be used to gather 
data in preparation for such a meetingiL 

"^^^ 

Official Hearings , > 

' 

^ Generally, hearings are used to obtain considered views and prepared position 
papers from those who testify about specific proposals. For example public 
hearings arc used to determine the feasibility of constructinp vocational/ 
technical institutions,^/ 

Interactive Techniques 

The c:haTrctte. is used to convene governmental and nonHOvernmenta 1 interest 
groups in an intensive mooting lasting from several davs to weeks. Con- 
sidorablc preparation and study precede those meetings' They are dcsioncd 
to produce creative solutions to problems., " 

squatters seSsion. a planning team works intensively with the user-client 
for ^several days at selected times during the planning of a project. Because 
the planning team is present at all times during these few days, problems 
c a n he addressed quickly in direct d i s c u s s ions. 

Interactive to 1 ev i s ion -based participate is a pi*omising new technique i^hich 
, has been used by the North Carol ina s^jtate Advisory Council on Vncntionar 
hducation to obtain citizen opinions Bii vocational programming. 

PoUc^M^olj^ is anothoj^ interactive technique wh i ch' i nvol ves designating a 
panel of individuals to express their written views on a subject. Successive 
rounds of arguments and count er-arguments gradually create a consensus or a- 
set ot clearly established positions. A modified forin of the Delphi 
technique has been pi^oncored by the West Virginia State Advisory Council on 
Vocational Lducation to elicit citizen involvcipnt in planning.' 

Kach of these techniques can provide appropriate citizen input. However 
maximum effectiveness of the community's contribution is realized onlv when 
an educational plan or model lias been larefull)- constnicted with Klentified 
goals and strategies;. 



A COMPREHENSIVE, GENERALIZED FDIJCAT lONAl. PLANNING 



MODEL 



Comprehensive educatiun planning is » fairly recrnt phenomenon (Co.Hnhs lo, 
Ihis emphasm on wnii,]u-ehcns i ve plannnu' strc-sse. f hr impnrtanrr ,,f t !„■ ' 

/.V 



systeniatic 'analy^s of data,- Comprehensive and systematic planning engages 
individuals in meaningful dialogue, tukeH^lnto account the ' interrelationship ' 
of systems, providt3s for alternative s^trategies for roaching goalS' and 
objectives, and is a means ^for adeqimtcly 'preparing fur the future. 4 

■* 

Deliberate^ educational planning involves producing alternative strategies, 
tpgether with predicted consequences, to aid decision makers in re'acehing 
declared goals. The process should incorporate continuous analysis, feedback, 
and updating as essential features (Wdlvck, 1968). Participation on the part 
of citizens means that they take part in each of the planning phases in order 
to exercise power or influence on the deci sion^niaking process. Vocational 
educators at the loc^l level, including teachers, administrators/ and support 
personnel, must he sensitive to the opportunities for citizen participation. 

Planning Is a process (Morphet, 11)72) which is dependent upon an information 
system. The information system provides analysis of data to ascertain: 
.(a) status, (bj future direction or goals, and ,(c) strategies for reaching 
goals and objectives. The distance between (a) and (1)) represents the 
magnitude of a need or situation, whereas the alternat iives to overcome- the • 
need represent the solutions proposed to the decision makers. For exarnple, 
school districts in the State of Virginia are asked to consider each 
vocat ional programmi ng goal in terms of where the system is now and where 
it should be in five years. i'he discrepancy between whct^ the system is and 
where it should be represents the need and thus determines the boundaries of 
t he goa I . 

Relationship of Participation to Planning ^ ... 

When individuals participate in thfc planning process they are more likely to 
he supportive of changes which result. Because the community is composed of 
different groups, consideration should be given to enlisting a variety of 
representatives appropriate to the problem or situation. Individuals 
representing business. Industry, labor, civic and professional associations, 
economic development agencies, public and pr i vate' educat Lonal institutions, 
the C\\[A prime sponsor, and youth council should be asked to participate in ' 
vocational education planning. These individuals should reflect the demography 
oft h_ e c omm u n i t y in t e rms 0 f s e x , e t h n i c i t y , race, and the needs o f s pec i a 1 
groups such as the Handicapped, Otlier interest groups should be identified 
and their Involvemeiit sought when appropriate. ihose who might be contacted 
are the (!hamber of (Commerce, agricultural extension service, local and county 
gf)ve rnmen t s , military, and community iiction /igencies ( fM<P^' Report No, 24, 
1 1)70 ) . ' ^' "' 

Althou^^ti soiiu- rn*s * 'a he !'s like Stanton {rJ77) state rliat ^efiuol councils 
Aiv i ne t fee t i \'L' mechanisms for i^dianging educational {>ulicies auLi Llecisiuiis, 
t h is lack o f e f fee t i v en e s s can he over c ome . ( ' r e a t i v e b e ha. v i o r on t h f - pa r t 
at local vucatiunal tHiucators ca!i bring ahcnit a nieruiingful relatic iship 
fjetwtH'n the school and the comiitunits. (!itizen pa r t i c i pa t i un ifi pi MUiin)^ 



vocat ional education * opens the systera to new ideas ^ curr^'t developnients frora 
other fields; a^d an awareness of 'T:he need for iraprovements Further^ planning 
^provides a forum for debate and joining of issues (OVLeary^ 19721. fher? are 
many situations where|. citizens can make significant contribut idn.^ to planning. 

Alternative Strategies 



Planning involves preparation of objectives, documentation of boundaries, and 
delineation of constraints for each goal . Once this is completed^ alternative 
strategies can be plotted for each goal. Fiach potent ial ^strategy has a 
different combination of activities and methods. The allocation of resources, 
time, estimated costs, and the anticipated degree of success (performance 
indicators) can then be plotted for each alternative. Such information, when 
consolidated, constitutes a Human/Technical Resources Impact Package. 

selection of an alternative to satisfy a goal involves testing one strategy 
/against another for feasibility, efficiejicy, and effectiveness. The major 
benefits of studying alternatives lie in the insight resulting front simulation, 
testing, and cross analysis (see Figure 1) , ^ 

Given the information from this testing and analysis, management personnel 
have the responsibility to compare the tradeoffs, or advantages and 
disadvantages, of these alternatives. Consideration is accorded to suggestions 
made by the planning personnel (Copa and (ieigle, 1976). Management selects the 
alternative which seems best suited to the planning purposes and circumstances. 
The probability of a better decision is increased because management hns-a 
choice of alternative solutions. 

Planning Outcorne^> 



Phmning is only one operation of a management system. Within the boundaries 
of the planning activity a complex serines of activities takes place. A major 
outcome ,from these transactions is the prcsduction of a fiumber of iluman/Tuchn i cal 
Resources Impact Packages. linch .liackagc contains an ^exhaust i ve duscription of 
t he i'o 1 1 o>v i n g t o p 1 c s : 

Need 1 d en t i f i c a t i o n : 



1. current status or situation 

2, anticipated goal 

^ . d i s c r ep a n c y bet we e n s t a t u s o r g c .) a I 

4 . spec i f i c p rub lorn 

5, trends resulting in future needs 
( > , f li t u r e s ( [) I' () j V V t i on s ) 



=0- 



Goal Statement : 

- — ^ r-. 

I. bomdarieg' (including time phasas) 
2» objectives 
3. constraints 



Technical Requirements 



1 . laws 

2. regulations * 

3. codes 



Resources (Cost^) 

i , . poop 1 e ' 
tacilitics 



3. 
4. 



oqui-pmcnt 
suppl ies 



Activities and Methods: 



1. Program livaluatlon and Review I'cchnicjue (PfiRT)^ 
<l. Critical F^ath Method (CPM) 

Time! 



I . ideal 

2. nugotiated 



P crfqrman c c I n d i c t o r s : 

1 * ideal 1 eve 1 

2, .acceptable ranyc 

3., non = accept ab 1 e , 1 eve 



Con^^t^uences : 
1 . short = range 
j. i nterincd iat e 



3. lonu= rangt 



on (n to c) 
at 

tYum n , , , 
wh i ch 1 rnpact ^ 
(in VLH lit i una 1 
CMhicn t i oil 



a , po I i t i ca J 
I). legal 



ucniiuni 1 c 



e . t t'ctifi i vii 1 

- ( pr'oili t i on ) 



sy st uin 
subsy Ht cj 



/6 



Afttf natives 

for Each 
Goal 



Consider Qualitative arid 
Quantitative Informat^n and 
Antiyipated Consequences of 
iach Alternative ' 




Needs and Trends ; Political 

Goal Statement * [ Le^l 
Technical Requirements Economic 

Resources (Costs) * Social 
Activities and Methods Technical 
Time 

Performance Indicators 




Short Range, Intarrriedjate- 
Range, and Long Range 
Consequences 



Analysitt Testing 



Consideration 
of Tradeoffs 



Alternatives 
in Order of 
Preference 



Tentative 
Alternatives 



Human/Technical Resource 
Impact Package {HTRIP) 



Simulation Against 
Criterion Measures: 
feasibility 
workability 
effectiveness 



Adapted from E.S. Quade and W.l Boucher (Eds ), Syswms Analysis and Policy Planning (New York: 
American Elsevier Publishing Company, Inc., 1968), p, 13. Adapted with permission of Elsevier North 
Holl^cl Putilishinq Co.. Inc , New York ^ 



The- Actual Hodel for Ptanning 



A comprehensive model which-relies dpon cLtiTCn participation Gaft'help the ^ 
local education agency develop an information syatem by p^pvidJfrig 'an over- 
view of (a) activities, (b) changes occurring from idecisioAs/ and (c) costs. 

Jhrough the information system citizens cati monitor progress of .fhc planning 
process and their 'contributions . To illustrate the planning mo^©4_yi 
Figure 2 (p. 13) has fifteen steps. Citizens can be involved in most*of the. 
steps^ whetheif as ^dvisory committee members or as experts contributing to 
"public hearings or the Delphi process. The form of their involvement is 
affected by the complexity of the topic as well as the timingi costSj 
community characteristics ^ and the political and social climate. 

Information' is a cornerh^tone of management systems and decision making (Ross 
197()). Planners, in factj rely on generalized and management information 
systems to guide their decisions (Stevenson, 1978], The management informa- 
tion system should bo able to provide periodic reports to the public on the - 
degree of change occurring in any other part of the .system or subsysf etns 
as an outcome of the planning effort or o^thor operations. Graphically, five 
basic operations of an educational management system are as follows: 



Reporting of 
Accountability 
Information 
IV 



Planning 



Generalized and 
Managennent 
information 
^Systems 
V 



Evaluatin 




mplementing 



The systems approach represents one of the most promising urganizationhl , 
tuchniques to manage change. When comluncd wi^i planning concepts, it is a 
powerful tool to help resolve probl ems/cohf 1 i cr's whicli cnn arise bo,t«ecn 
present and future organ i zat 1 onal practices {Nuwrastch, 1971), lissent i a 1 1 y , 
the concepts of planning for problern identification ami solution cunsist of 
three basic phases (Morphct , 1972J : analysis of needs, situations, and 
trends; design; and Implementation of the plan and oval nation of the planning 
effort. 



^ Each phase and 



ements arc .briofly tiescribed below, ' 



Ar^ lysis Phase^ 



TMe 
or 



phas 
need 



is to study a situation or trend, cxaiiijic ,a prohlcm, 



purpose of this 

determine that a need.^^ists. The analysis might he initiated by the 
pla^ifig itaffj the General Advisory Committee on Vocational Oducation, or 
the Board of Education. In^any event^ the data banks of the in-house/external 
ahformatioft systems are surveyed, Wh&n tjie data are not *available , a needs 
assessment, for example, should be conducted (Cai^bell, 197431 The infbrma- 
tion obtained will help identify strategic or administrative goals. 



Design. Phase 

Hxisting activitLos are . analyz.ed rn terms of proposed initiatives and alter- 
native strategies are identified for eachsjoal. A Human/Technical Resources 
^ rmpact Package ({iTRIP) for each alternative Is prepared and 'tested, ^ 

An^ alternative strategy or plan should be tested in a sim.ullted environment 
in order to identify potential strengths or weaknesses in its operation. 
Three major criterion measures [see Figurfe 1) can be applied to the simulation: 
feasibility, workability, and effectiveness (Bushnel 1 1972) . Feasibility 
takes into account constraints to and required resources for the achievement 
> of a goal. Consideration must be given to such factors as: (a) the avail- 
*^ ability of new money and capable staff, fh) regulations^ and (c) community 
values. Workability involves the extent to which a potential solution can 'be 
put into operation. This factor determines '"whether the proposed" changes 
* produce the declared Ijenofits, given a certain level of expenditure, fiffec- 
tiveness is deterniined by comparing the first two measures r feasibility and 
workability), taking inter account the time dif fyrentin 1 between implemcntatSdn 
ruid expected results. 

Implementation Phase 

Preparation for this phase involves receiving data elements for process and 
product . cvaluat ion of selected alternatives, the final step in the design 
phase, and putting the alternatives Into action. Implementation begins with 
the review of options and ident if icat lorf of necessary steps in||^thc chosen 
alternative action plan. A t ime ^ schadule is developed, the plan is reviewed, 
the f i na f dec i s ion is made in favor of implemcntat ion', -and ^he strategy is 
nctually put into effect. 

Overview of Model 

^rigure 2" shows ;i I 1 three major phases - -ana 1 ysj s , dcsiiU}, and i mp 1 ument at i cm = = 
as they ctimbiru^ to iiiakt^ a model of an entire planning process. Figiu'c provich 




Phase 1. Analysjs 



^ ' 'mOP'EL PpR PLANNING VOCATIONAL fpUCATI^t^S 



1 

Intrfrogata 
ma^gament 

syst^ ' ' 



.Eitabliih or; 
revise gDi((^ 



Decision goals 
salected* 




Identify aTO^ 
describe current 
acti\/!tiesTeLated 
TO go'ai^objectjves 



^Establish-. J 
evalua^on 
activit/^f 
planning 
process 



7 



1. 



Specify^he degree 
to which current ^ 
activities contribute 
to the goal/objectives 



Phase 2. Design 



• 7 

Propoie tentative 
outcomes (performance 
indicators) for new/ 
revised activity 



^ 8 
Develop criteria 

J and techhique for 

analyzing goal 

related Alternative 

strategies 



Prepare 

HTRIPfor , 
each alternative 



Phase 3. Implennentation Plan 



10 



Analyze and 
test HtRIP 
(trade offs) 
Ref. No. 8 



Put into 



n 



priority HTRIP 

♦ 



Decision-alternati v^(s) 
selected* 



Propose data 


12 


elements for 




process and product 


evaluations g' 




implemented 




alternative, 





Identify steps for 13 
implementation of 
alternative and 
promptien of 
matic change 



^ jprorr 
fsyste 



RevieW options' 



14 

Develop time 
schedule for 
plar^ 



Review plan 



Decision fo 
implement * 








Review all formative 16 










and summative 




Managtment 
Ihformation 




evaluations of 






planning effort . 





Critical decision events identified by-*^ 

' ' -13- 
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Probltm- 
flnajn| 
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INTBGRATION 6f AN INFORMATION SYSTIM, MANAGIMftlt FUNCTIONS, CHANGE PROCESSIS 
IN.tO A NETWORK.FqR ^^LANNING, IMPLIMENTING, EVALUATING. AN^ REPORTING 

iflfermatibn f • : ' . plannini 
lystams and y the design 

' ' anaiysis 



implementing^ 
^thi plan 
' (organizing ^ 



evaluating 




Utilizitior] of ^ 
concepts ^ 
change processes 
for implemintation 
of plan 



(directing, 
staffingl 



r 



I 



Genaraljzed 
infornTition 
/ and fortcaiting 
t system l/icluding 
^data from input 
and conttxt 
evalultions 



Irnpleniinlation 
of plan 



Ltgind: (p) 



problem, sequences 1 to 4 
iolution, sequinces 5 to 9 



Reporting results of 
implamentation for 
pfoblem-solving 



(controlling^ 




Mifiagemirit functions are displayed by ( ) 



an overview of the planing process from problem-f ind'ing to problem-solving. 
In this figure, planniTig is: portrayed as part of a ^kirger management proce^ss. 
A problem- concerning vocational ■education might^be identified by staff outside, 
the planning unit and involve input of data into the .information system. This 
data might not be used for plj&nning purposes but would still be available to 
.planners. Figures 2 and 3 provide a framework within which citizen, part ici- 
pat ion can be incorporated into the educational planning process. 

■(^ . ■ ; 

APPLICATION OF MODEL TO ' / ' 

VOCATIONAL EDUCATION 

w ' ■ . ■ 

Atteberry et al , (19773 make a distinction between strateg ic ^nd admi n i st rat i ve 
^planning in vocational education, Strategic planning deals with broad matters 
which affect the direction of the vocational education system and involves 
spf^cifying goals and policy for the system. PolicieH set the boundaries with = 
in which decisions are mado. The model described in the previous suction, with 
some modification, can be used to determine the short, Intermcd i ate ^ and Long- 
range vocational education goals for^the local agency. That is, the local 
qducational agency can specify the direction and emphasis that vocational 
education should take by applying the planning concepts wliich appear in the 
. mo Je 1 . _ 

V 

SeveraL components basic to any vocational education system are involved in 
both strategic and administrative planning. These components include: 



1. 


Population needs 


1 


Job market opportunities 


3. 


.Job performance requirements 


4. 


Program of instruction 


5, 


Promotion of vocational education 


(>. 


Student recrui tment 


7 


Curr iculum , resources , and ancillary services 




(luidance -and counseling 




Placement 


10. 


Vocational instruct ion 


1 1 . 


Progfam review 


12. 


Hvaluation 



ihe planning model can be applied to each of these components or parts of 
c ompon e n t s . To i 1 1 u s t r a t e , the model c an be used to p Lan f o r ( a J t h e 
dotormi nat ion of job market opportunities, (b) placement, or (cj evaluation. 
The quaTity of information gathered for each phase will depend on the time, 
resources, and commitmenr of local agency personnel. After the plan for eacli 
component is devised, however, the management system should be employed. I'hat 
is, the pjan- should be implemented and evaluated^ and the results should i)e 
repi)rted periodically. The data obtained for each com4)Dnunt will be .incorp = 
orated into the i jiformat ion system, 'I'hus , managcmunt= of a vocational educa- 
tion system entails continuous and integrated consideration of all twelvo 
components in a sequence appropriate to the locai situntron. 'Ihe importance 
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of local plaVindng and community participation planning . for -these twelve^ 
componeAf'^is sppGified ijl the' current vocationar'bducatipn legislation, the 
. Educa^i^i ;Aiqfendments of 1976 (f .L^. 94-482' (A) (B) ^and (C)). Local ^recipients 
. of . fe'deV*^ '^pcational moni^ must duscribe in their annual .application : 
funding (a) .the needs of" potential' stiidents. (ht how, and to what extent the ' 
program will moet^, thesc^ needs , and (c) how iict i v i t i es relate to or coordinate 
with manpower programs. 

The following is a description pf the 12 component^ of a .vocational education 
system with a discussion of their data needs for planning. This information 
on operations is adapted from materials developed by the San Mateo County 
Office of Hducut Lon in cooperation with Vocational Education Section, 
Cal i fornia State Department of Hducation, 1972, as revised in 1974, (See - 
Appendix C for a similar plan used by Illinois Community Collogc District 
n29. ) ' . 



Basi.c I/i formation 

1'* Pypulat ion Needs , This component is l jricerncd with establishing an 

information file on data relative td tiie vocational education needs of 
the target population, including the handicapped, 

Tob Market Oppor tunities . Job market information is concerned with thd 
demand side of the labor demand/supply curves. This file would contain 
information on existing and new and emerging occupations which fall 
within the scope of vocational education and have current .or anticipated 
excess demands. 

y-^ Toti Pcu^form^_ce^ Requirements , Data in this file would include information 
on the, skills and knowledge required to achieve the occupational or other 
objectives of Instruction. The develjpment of these specifications might 
involve task analysis, which uses datft supplied by individuals having 
substant ivc knowledge of actual occupational skills required for licensure. 
Representative vocational education trade advisory committees have an 
important role in establishing retiui rjCments tor clitterent levels of ' 
eiitry and progression in the field. 



Program of Instruction 

,i'rogr rnn Development and Delivery . Informatiofi about population needs, 
i ob. -opportun i t i es , the number of students and their employment objectives, 
placement, and program duplication and articulation are gathered and 
inti^gtated in order to ^identify fM^ogram tleve 1 opmerit or improvement needs! 
[-or example, New Jersey's County Coordinating Counc i 1 s prepare a 
comprehensive plan which incorporates the above data elements and 
determines the mode of delivery for vocationar programs, whetliur in a 
comprehensive hr^h school, area vocat i ona 1 - 1 echn i ca 1 secondary/post- 
secontlary center-s, or autonomous vocational distriets (see A{>pendix D 
fui' more iiiforniat ion) . 



2* Prompt io!^ of Vocational Eduoation . 7hc pirrpesc^ of this component ls, to 
report to the public the rtrongthn and weaknesses of r^ictivit los , changes 
and costs of the vocatibnal educat ion program. . * 

* ■ . ■ • • ■ '. ' ' 

3^ . Student. ReoruitmQnt . TKls^s ' a imcd primarily at idcnt i fying those who 
need vodational education aKd encouraging them , to enroll in' a prograr^ 
of instruction. ' , ' ~ s 

Curriculum, Res ources, and Ancillary Service s, The purpose of this. 
component is to provide the appropriate'currTcula and obtain the re- 
sources necesBary for instruction in vocational education programs/ 
Such resources incllide neW montOH , . matorials , equipment, physical pla^t, 
- and trained instructors. In addition, this -function is concerned with 
the developnient of ancillary support such as audiovisual equipment 
services, community resources, library services, inservice instructor 
training programs; and preservice and inservice training for specialized 
supportive and su[H'rvlsDry personnel, 

■ 

Student Counseling 

1' Guidance and Counseling . Guidance and counseling consists of those 

activities necessary to provide individuals witji sufficient information 
to allow them to make meaningful and informed occupational choices. 
This information should include data ;:^elatcd to the availability, 
characteristics, and recruitment of jobs for which instruction is» or 
will be, available. The individuals' vocational interests and 
capabilities should be cont iriuous Jy assessed. 

2. Placement The objective here is to assist students in finding employ^ 
mcnt which best fits their needs and the needs of employers. 

Instruction * . 

1. Vucat ional Inst ruction ! This reprusents the maj^ r activity of the 

system, that is, providing instruction to individunls for the purpose 
of preparing them for gainful employment or advanced vocat iorial -techn ical 
training. Most of the resuurcos yvailablc to f ic system will be 
ut i 1 i zed he re . 

The success of the program of instruction is highly dep^^ndent on a number 
of other activities which preceded it. These include analyzing the needs 
of the population, identifying specifically where Job vacancies exist or 
will exist, de ve 1 op i ng a con g ruen t v a r i e t y o f p rog ram^ , do ve 1 op i n g 
curricula which are responsive to the skills -uid kndwledge required to 
enter and succeed in an occupation, and asststrng students, through 
exploratory and remedial i nst ruct i c5n , to select and succeed in a 
vocational program. 




Educa^tional, Accountabll ity (EvaTuation 
a \ - I 

1. program Review , . This rdproscnts the review of Jocnrpi 
local advindry council, CliTA counc i U , other commur 

state 'agenc i es . ' . 

^. Evaluation . Kvaluatidn is the process of dotermin ing t 
which the program or courses a're^ mcct'i ng t-he objectives 
of evaluation are used as part of thv management inform 
^ as well, as for. meeting the requirements for periodic re 
promotion, ^ 

^ iivaluation in vocational education is comprised of two 
^ and prdcoss evaluation. Product evaluation is primaril 
^ witb how^ell the system met its overaM^oal and objec 
mined, fo^ example, , by follow-up stud ies^f the changes 
and ,socip6conomi^ status of leav.crs and completers, Pr^ 
is directed at undergtanding how well each segment has ' 
objectives. I'his form of evaluntion should he cdrried * 



t\Tj^^^-. basics, witii the rosults used for ^t ructuiM ng 



I rni 



CONCLUSION 



The preceding overview of th|, dfita needs'of the t? .'ompuiien^ 
program provides a framework within wiiicH [Planning must tak« 
cation, planning, needs arise out of the prugrafHmat i c and in 
of the components of a vocational uducatioi system. 

The question of the status of camprehens ive planning in voc 
still remains, however. According to Atteberry ot al, (197^ 
state and local agencies to plan vocational education progr; 
been a topic of concern for quite some time/* There nre se' 
the situation exists as it does. Briefly, as indicated by 1 
Rodgers (1976). 

1, FManning appears to threaten thuse who fear luss of jobh 
allocations of resources 

1. I^ecision making in vocational education has been charact 
sliort-term reactions fostered by funding cycles which ai 
to long-range prograin development 

fixi)eri eiuud p I aiuier^v a in short su[ip I y , [)ar t i cu 1 a r 1 v a 

4. Vocational education is so vulnei-ahle to adverse economi 
aatiyities that [llarniing is iociked upon as nn (^xeruise i 

VcJcational departnients in universities have nut moved ag 
' veiop the theory and [iracri^cof vocational planning 



i 
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6, Ststt Dfpartients of Education do hot seen to-be concerned with the 
process of locai plannin|« only the product 

7. * Progran goals are often wcleaif and subservient to maintenance require^ 

ments (e^g.p enrollments needed to retain teachers) of the system > 

8* /ftfomation gathering and analysing is Informal and used to justify local 
budget requests ' ^ 

9* The concept and value of a planniiig function are perceived differently 

^ch criticism of^^catlonal education planning at the local level is mentioned 
•'oiily to emphasize t^e importance .of a comprehensive and farsighted approach to 
administration and programming. The planning model provided here allows local 
vocationai administrators to view the entire interfa/e between programming 
con^onents and planning phases. The .model includes a number of points at which 
planners can draw on the expertise of the comunity to provide creative alter- 
natives for the delivery of vocational oduca^onp 

The various^ techniques mentioned for eliciting community participation can be 
integrated into the planning phases presented in the model, as several of the 
illustrations suggest. Citizen input into planning for job market information, 
job performance* requirements , program development and delivery, placement and 
evaluation, and other aspects of the vocational program can be crucial to its 
success. Vocational education has a history of working with business and 
industry personnel through craft/trade committees. However, the time has now 
come to expand^ and formalize community participation. 

In shorty strategic and administrative planning and commmunity involvement in 
planning are key factors in the success of a vocational program at the local 
level. At the same time, a stronger commitment can be made to comprehensive 
plaiuiing to insure high quality vocational programs which meet the needs of 
both the community and the student. Comprehensive planning in vocational edu^ 
cation at the local level is both desirable and necessary* Involvement of 
coMiunity members ih the planning p^rocess can only enhance the results, if the 
process is managed in a structured and deliberate way. The model presontcd 
here is designed to provide the sort of structure necUod to encourage success- 
ful planning with adequate communi ty input. 
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Th» RAVECs wA-e put into •ffect by itatelaw pn January 1' 1976. Regional 
DottidMrlM wer« cot«»inoiB with-j^undftriei, o adjiacent community college 
districts, ^ng their' major tasks was the respolsibility for "developing a 
short-tMin plan for the iii^*ovtraent bf ^11] vocational and acffMnulng educa- 
tion mthin thedr region," The councils i*ipe required to delineate the 
Unctions and respohsibilltlts in such ireas as : gi) adult basic 
education, ('2) high^ sch«9l dipl^a programs and qodrses for adults. (3) 
vocatiehal and occi^ational educa*Aon, (4) = procedures for transfer programs, 
and (S) procedures for development of atticulation agreements. CETA activities 
werr tntrltided. The council hid the dppMtunit reqanmiena apportiontnent 
(financial suppQ|j) based en the absence of unltecessary duplication. 

_ • ■ ■ „_ , ti 

Statutes defined the (^ppll membership. Community colleges, secondary , 
districts, county offlcesV'private post secondary iristi tutions , and CETA were 
represented. ^ * 

Each RAVEC was required to have a vocational and continuing education "^visory 
committee, with 10-18 members. According to a 1978 report, 990 per^ps served 
on these committees with business and industry having the largest representa- 
tion. ^ • ,. 

Because of budget and fiscal changes in Culifornia, the RAVliCs were not 
refunded . 
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Florida's Regional Planning Coordlihting 
tounetU , 

These councils wera rasponsible for vocatlonsl education, adult general 
educationp and cOBmnity Instructional servlcos.in each of the 28 community 
college seirvice districts. Membership on the council is composed of educa- 
tors from sedondary and postsecondary institutions. The c6unc41 makes 
recommendations to respective sfcondary and postsecondary institutions for 
additloriiri courses or programs or changes in existirtg programs. Local 
agencies xan estiblish additional cormiittees. For example, the Dade County 
Public Schools have a General Advisory Committee, A mpjor function of this 
committee is to provide advisory and consultative services in determining 
'school ^ste» object and policies in connection with the types of 
vocational and adult education services needed in the community. The committee 
is concerned with training needs, curriculum, public relations, and similar 
activities, ^ ^ 
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lillnels Eisttrn Conpunfi^ CQllegis, 
Dlitrlct W29 



flif Dls^riet pnparti onii-mnd^fi¥c^ar plans eoverlng such ueas as planniiig 
and evaluation* oceupational prograni Wiassinent and articulaSon, student, 
strvicas Including counsaling and pUfeenent , program management, personnel * 
and comsunltx ras^uifcas. \ . 

There is a Vocational-Technical Occupations Advisoiy Committee composed of 
18 regular memfaers and an .alternate fTOm\each secondary school district 
in the collage district* This conmiittee has power to appoint special 
QaGi^i.Uaiia4^ P»gra» 44^ the needs of -^cupatltm»l 

education/ The Special OccupatiAial Program Advisory Conmiittees meet with 
the instructors of the occupational progr^ toXadvise, make recommendations 
for upgrading the progranta^nd assist in evaluation, placement of students, 
and follow*up. ^ 
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New JtPSty's Coun^ Carttr Education Coordinating 
Council 



One coimcil In each oi Hmi Jmney^s 21 counties is relMnsible for preparing 
a ^CoBprefttntive Comty Plan for Career Developatnt . Vn^ious repre«entatl4^s 
of education, business^ industry, government » and labor participat? 'in the 
comprehensive planning process* The planning TOdel incorporates suchssteps 
as assessment of needs, identification of outcome and process goals, selection 
of alternative courses of action, and the specification of program priority 
areas . . ' 
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